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In this speechj 



the author explbres some of the 
implications of decreasing school enrollment, while emphasizing the 
need for study and planning, suggesting some strVtegies and~ courses 
of* action, and indicating . some concerns. Topics considered include 
reducing the number of Sjthool personnel, educat ional finance , and the 
quality of educational programs. The author analyzes, in some detail,_ 
the process of closing a school should a decline in enrollment 
warrant such a closure. (Author/DN) ' \ 
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.' The explosively rapid gi-'ov/th of California's school .enrollment durinf^ the'50's and 60's 
condationed school administrators to the burgeoning popiilation syndrome. The roraarkably " 

■excellent accormo^dation to that growth syndrome will long stand as a tribute to the ingenuity 
of California's school administrators. -. . . 



Now adirdnistrators face the challen^^e of a now and enigmatic phenomenon, the "shrinking • 
school district.'' Total public school enrollment decreased in Cs-^O-ifornia. during the 
■1971-72 f!Jchooi year .for the first time in recent California .educational history. In 'a 
Sacramento press conference on September 12, 1972,' State Superintendent of Public Instruction 
VJilson iiiles reported that California's K-12 school population .thin year would bo 38,000 
pupils less than it v;as in the 1971-72 school year; and that the decline could be expected 
.to^VjCqntinue until 1973, when it would level off and begin a gradual increase.. .State • Depart- 

■ inent of Education reports "indicate that 39 school districts had an enrollment decrease of. • 
over 500 pupils between 1969-70 and 1971-72; during that same period of time 107 districts 
had decreases ranging from 50 to. 500' pupils. \ ^ ^ 

There are .multiple, causes of the' enrollment ' decline, 'i^he prime cause would appear to be the 
decreasing birth fate; the United States Public }Iealth Service reports that the birth rate 

■ 'has-been decreasing steadily since 1958, and is now at the lowest rate sinpe records 
.' started .being kept. Other general factojrs affecting school enrollments incldxld the 

decelerating immigration into" California, tl'jC' maturing population, cost and shortage of 
housing, population shifts (e.g.,. the flight to the suburbs), industrial development or-,,,." 
decline, freev/ay construction and rapid tx^ansit systems. 

■ " The trend to lo\/er school enrollments is clear and .the ramifications of ihis phenomenoja- 

' are being experienced by an increasing namber of school districts across the state. The 
purpose cf tliis Management Action Paper is to explore some of the implications, of 
decreasing school enrollment, emphasize the need for study dnd planning, sUt^:gest some ^ 
strategies and courses of ac^tion, and indicate some cautions. Particular emphasis will be 
given to examining ir. some detail .the- process of closing a school should that become . 

. necessary. ■ 

• It's Happen j nfi i n Ha;A^ard 

• The Ila^y'^/ard area grew rapidly in the two /decades from the raid-forties, with a' correspondingly. 
rOrapid growth in the school population. Th^^n^ .in 1967 the enrollment began to decline at an . . 
^Axccelcratin,:' rate; in the last i'ivo years the school enrollment in the Ha^v^ar.d Unified School" 

rict has ^decrear-r^d by 5,000 pupils. This circumstance . has brought vdth it a multi- 
^plicity of problems in the areas of staffing, financing, educational programs, utilization 
^of school facilities, and commiuiicy tions. . • ' 

:o- • ; ■ 

more . . 



Re r jucln.'-^ tho Personnel CcSmplement " . 

• Fewer. A^flld en ts usa'illy mndates fev;er staff members, prim:iriljvbecausG of the financial - " 
implications, ThYs'li'-is been the case in Ha^v^jard. V/ith the losj of cjtudents, it became 
necessary to reduce the niuaber of classified and certificated positions.' Reduction of the 
classified staff requires advance? . planning; however, except in c-xtreme cases it can be * 
accomplished through normal attrition and the use of substitutes. Decreasing the 
adminis tractive staff . can' be .handled ih-riiost cases through attrition and reassign/uents* 
This, too, calls for carefiJ. and extensive advance planning • Reduction of the teachin?; 
staff is an incredibly intricate process. The administrator in charge of certificated 
•persounol must, be tl7oroughly lvnowledi;eable of the Education Code' sections pertaining 
to the. reduction of ' probationary, and .perr/nnent certificatod employees caused by a decline 
.in,^avera5e daily attendance (note p^articalarly e'c Sec. 13262,^13263, 1.3Vk3 and 13/f4-7)« 
The process sho'jld never be uiidertaken, vdthput comprehensive consultation v.d th the County 
Counsel, It is ^^^orth noting* that the determ-Lnation of the order of ' employment, an essential- . 
procedure in st^iff reduction-, can apparently be accomplished v/ith the least trauma by 
having an. indcncndent auditing' firm randomly assign numbers to' emplov(^es that determine 
.their order of employment (EC Sec, 13263)* . 

■ ■ . ' ■ . . . ^ 

j^.gncjal ano_F>udrretary Concerns . . 

Decreasing numbers of students invariably 'brings with it perplexing financial problems, 
particuL^rTy in medium and low-wealth scfipol districts • .Fewer students means loss state 
income' Those districts that, receive equali^.atj.on aid .and supplemental- support suffer a 
double loss if their fivimln changes -because of the increased assessed' valuation per ADA. ' ■ 
An adequate st?ite-guaranteed' base' of support for each pupil appe:.a's to be -the logical ansv;er . 
to this dilerv/ia; the Serrano-Priest case clioiJ.d be a mandate "bo the IcgisLature for such a 
solution, ■ v . " . 

Ever complex, ■ budgeting becomes even more intricate in a "shrinking school district^',. Because 
financing til ri district' is so depe:;cIont on the nirnber of pi:pils^ accurc^.te projecticns are • 
"iiiipf-ir- ti-'c^' 'T'.cvrc.re of. over-projecting; tliere are dire consequences, most importarit of 
v/hich.are over-staffing and Idss of anticipated and* budgeted state, income. Reserves may not . 
.. be adequate to conpenj^ate .^f or over"projec|;.iQn errors. l?liere are mny projection techniques 
in use. It vlll be essent.ial f or staffs of * "shrin):irg school dist:-icts" to analyze them 
end utilize', the procedure, that best fits their, districts. 

" Educa tiorjal rrogran ■ ^ ' . 

V/liat happens and what could happen" to the educational program and to educational services 
in districts with shar]>ly declining enrollments deserves extensive and special a.ttention, 
much more" than can be given in this Paper. Districts that have. -coped \/ith the enrollment *' 
decline and tlie attendant financial problems have become all too familiar >'ith the yard 
. • "oui^tailinent." It has. become necessary to eliminate educational pro-prams and services in 
order to exist, numbers of- classes offered to high school students, muiiber. of ' o3.ass , 
of ferings,.* counseling, consultant , psycliological and nursir.-g sem'ices and music program.S' 
are among the ■mimy reductions that have been made in '"shrinlcing districts." ' \ 

The important message .in the" crucial area of educational programs is to study thoroughD.y and 
plan ca;reriJ..ly for the implementaticn of ciu^tailments,' if an'd when they have.toVbe made. ■ . 
All the options and alternatives should .be . kno\.-n*' and considere;!. Extensive staff and 
commani^. involvement is important. Strategies for deterjiiiuing priorities are available 
and succcssf utlly in: use; they should be discovered and utiliz^^d.. ' ,, \ ^ • 
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Tho P ro cer^fi o f Clonin g School 

Opening a nov ^school is a joyful event. Studnnts, parents and staff members a ro delighted 
to have thoir cvm nev school. Mor.t' of you have experienced" this hapnv circurar.tance 
directly or.v vicaiVLOiUily. Parents, and staff too, develop a very real yjro'prietary and provinc- 
ial inters irb " in thoir schools Ir:.'jgine tl'ien, if you haven* t. experienced • it , tlio sense of . 
loss, and "t.he -strength of the nerative- f eelin^js vheri tho parents and school porsonnel are 
inforned that their school jimy be? olc::ed ai^d that their children will hare to attend • 
another school. It '^r. a s ituation potentially fraught v/it}] tension and traum, ]-fishandlcd, 
the project .Mriy fail, or leave scars of bitterness that are slow in disappearing. 

"It -has been neccsr.ary to cloche four elementary • schools in tlio Hayu^-rd Unified School District 
in the last.tv.'o years. Two elerrjentary schools v;ere closred tv'c- years ago^ and tivO more have 
been cloL^edl for. tho current school year. Altliough tho schools have becrr discontinued as 
'olemenlary schools, thoy 'have nut lieeh closed, but have been put to other, uses*. 'r;v/o of 
tliem are bcdn^'. used r-is continuation high schools, one is a d^iy adult school, and the fourth 
will be a children's center. 

Many ■ Ids s.ons v/ere ■ iGarnod from tho paihfiol e:-:pGriencc of closing ' the .first tv/o schools. 
Mt]:o^i7^ tliii necesri'l/- f or closin--:' sor^e. schools had been di-v-cussed' f oi*' :n:ore 'than a year, the 
Board of D^ucyatipn did not ta]:e the final action to close the first tvjc . schools, laitil the "■' 
sprin/; of 1970. Then thO; closing \/a3 not fully resolved until, the end of the -school year • 
becau-se the 'decision v/as taken to court by a group of p:irents. The judf^G ruled iri 
favor of thf. Dij^irict .and the tv/o sclxools were closed -a-s-clcncntary schools for the 1970--^- 
71 school year, . . . . ! ■ ^ ■ . 

The deoi-sion proved to . e a vise one and' the p-u'ints have been very well satisfied with 
the naw sci'.ool ■arranf^njnents for. their children. liather tJian recount all of the errors and 
pitfalls-' in thd first episode,, lot us .^.ove to consider the procedures that vei-c fol].o\.'ed vith. 
good success the second time arour:d. * 

It v/as: apparent, after clerking the first tvo schools, that .the school enrollment would 
"continue tc decrc:ase and that it v^ould bo noce.^sar;:. to .close additional schrals<. Consoquent7Ly 
this inforr.ation v;an irqediately corCT' mica ted to tho entire coirimunity tjirounh parent riew's- 
letters and the-pross* It v;as decided; at tliat time tl'fjxt no ' additional sc]:ools v/o::la be "clerked 
during thic- nc:':.t school year, and that a conr.rchensive study v/oulo h-e, ffirM'e, v/ith tentative 
plans bo close at least tvo more schools for the 1972-73 school year« 

Early, in. the 1970--71 school yt^ar, a coiTj:ii/iVoee v;a^appointcd to n.'^.ke a study of eler.cntary , 
schools and" projected school enrpl]:.^*onts, to deterniine vriiich schools should be connldered 
for,, closing;.. ^Six cloj;:entary principals and several Distri^ct staff meiTibers conducted the' 
study,. Tho coni^ittee used a survey questiomiaire to gather the necessary research data.^ ^ 

The," resul.ts of the sra'vey wore analysed arid ■ utilized to .'f orniulate the recorun.endatj.ons 
and' "rati on'ilo f or^ the closing of addil/ional .elfjjnontary sc/joolsl -A coijoplete report was made 
to /the Board" of Education in the fall of .1971. , Three scliools v/ere. to be considci'cd for. 
clos:hi/; and the procedures, for fia^thor consideration .wore annbunceda Separate jncetin^^s, would 
be hold v;ith the stcffs and parents of each school beinf^ considered before the Board* of ■ 
Education took action to close any of .tl:e schools. 

The sfcaff and parent meetings were arrange*d and- several District staff riembers attended 
eacfh ir.eetin^;; the Superintendent served -as chair/nan of t)^.e parent meetings. Ivrittcn 
invi'tations to the mectinijs were sent to each p:;rrnt by ttio scliool principal and the 
meotinj;:; wer-e hold .-atXthe' schools l^^^der conr.'iderutipn* Needles:j to say, th/i meetinfjs were' 
well attended. Following . an" initial inl'oi*mtional presentation;, tlie balance of the meetiJigs 
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■y<is dovotyd-to quorriMon and answer and discus;:;ion period. Evcvyorio v/)io v/iyhed. to r;poak 
v/ar. Given the oiv-ortunity » 'Una i{ieetinfj;3 lasted about tvo hourr^ and, altliongh riujiierous * 
nec^^UovG roactiona were e>-]vre.a.':cd ^ tlieru v;t'.n [general imdorstandint;" of " the proble:n5J • 
fnccd by the Di^.trict and" an accc[)tance . of the fact that •3o;m'.v schools would have to be 
clo.sed. The annoimcement v/.-us mdo at oac.h lafietiny.. tliat parents anrl staff juarribors \:oald , - 
be infornsod of final recofrj.^endations, and t}iat tl'icy would be given the opi)crtui-dty • to be * 
'heard by tl/e Hoard of iiducation bofore the Board uv.ide its • decision* 

In February of 1972. the Board of Education net for final consideration of the matter • It 

was r-:;corrj:iendcd' that- two elenientary schools he closed, for. the 197^1-73 school year* No one 
cane forward to speak against the reco;:r;;icndation r.jid the Board took the necesr.ary action. 
Staff a^ieriibors t}ien proceeded with the orientation of students e.nd parents-, and* the iiauleiaenf- 
ation. and ciosii;'; of the two schools, A well planned and orderly transition was riade. 

It should be noted that parents In rocciitly unified school districts can bloclc the action 
■"of the- Board of E^Uxcation by having ; one-tliird of the parents in the attend^mce area of -the " 
school" to be closed si^^n a petition requesting continuance of the school (EC. Sec. 3106) • • 
Kffort:? have, been jnado to change this Code Section, but they have been ua:.'U';Ccssful. It " 
shov'ld be chan/y2d because it was not meant to apply in the present, " conte>;t of a declining 
school enrollnient* ' 

Tho closini-; of a school wo.ll seldom., if ever, be an easy process. It can be facilitated, 
b.c«.N;*ve.r; with a well-defin'-td plan of action, i-iinanially,- this plan should include the 
fol^o'./i::i|3 steps:. 

1,. .^dequate initial cor;n,urjica tion . , \'. . .: / 

• ' ^ 2, An adequate period of tinio for cor.prehensive s'tudy. and planning 

3r ; Public anncuncei.ient of . tentative recoirriendations ■ 

■/v. Public hearinjrs' at the. school sites. . ^ . • " 

!), A public heai'ina before tine board of Edu;cr:t:ion ^ ' • ' 

Gf V/ell-^ifinod oriont.'xtion and transitional plans 

7c A huxiane and- \aidorstahding ar-'proach , to the process ' - .• . ' 
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